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Executive Summary

Opportunities Exist To Improve H U D dising Process

Report Number: 2020-OE-0002 August 2, 2021

Why We Did This
Evaluation

We initiated this review to
determinenow the U.S.
Department of Housing and
Urban DevelopmentHUD)
hires new employees
determinghe timeliness of
the hiring procesas
measured by the average
time-to-hire, anddetermine
efforts made by HUDo
reduce its average tinte-
hire.

In addition, this evaluation
identifies best practices usec
by other Federagencies

This evaluation was initiated
after HUDOGs O
Inspector Generatlentified
human capital as a top
management challenge for
HUD in fiscal year (FY)
2020. Additionally, in its FY
2018-2020 Strategic Plan
HUD identified a strategic
goal of streamlining
operations, including
improving hiring and
reducing the average tinte-
hire.

Results of Evaluation

Whileso me o f HUD danprowve ifstirmg ahdshunian capital
functionsand redue its average timéo-hire have been successfti UD 6 s
hiring proces®verallwas notefficient HUDG6s Of fi ce of
Capital Officer OCHCO), which isresponsible fodeveloping and
implementing policies and procedures associated with human capital
managemenset a goal to reduce the average thméire but dd not meet
this goal. OCHCO musimplementefforts to improved U D &isng and
human capitalunctionsand increasairing efficiency, as defined in its own
human capital operating plans

Hiring process owners, including program office hiring managers and
administrative staff, received limited and inconsistent training on the hirir
processand wee not aware of the roles or responsibilities in the hiring
process. The unclear roles and responsibiliiksg with the inconsistent
training impacedHUDOGs abi l ity to hire eff

Additionally, OCHCOhadinconsistent and unreligbhiring datadue to the
manual nature of the data input and the lack of interaatieongthe varous
datatracking tools As a resultOCHCO may not fully understand how wel
HUDGs hiring porwhkeee#ssshortcomimgpexisThet i n
unrelable hiring datampedeOCHCQd and the program officésbility to
properly identify when to take actions for improvement.

Recommendations

Weofferll recommendations to I mprov
recommendationareaimed at process reformndfive recommendatianare
designed to suppodataimprovement The status of each recommendatior
willremainiunr e ® @ levmdwe agred o0 OCHCOOGsS pr ¢
management decision for each recommendation.
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Introduction

The objective®f this evaluatiorwere

1 Todetermine how the U.S. Department of Housing and Urban Development (HUD)

hires new employees.

1 To determinavhetherHUD is able to hire new employees in a timely manner.
1
theintended effect.

T To compare HUDOGs hi r i n ¢hosp ofothersimilarsize an d

Federal agencies.

t

To determinevhetherHUD®&s ongoing ef f or t sto-hirechaw educ e

t

me

HUDG6s human capital chal |l engegHUDaHWRO §ffieer si st ed

of Inspector General (OIGandU.S. Government Accountability Officassessmentsr more
than25 years. Both HUD and OIG recogrizbatH U D dnability to efficiently hire qualified
staff could negatively impadts ability to accomplishts mission. Therefore, HUD included
improving hiring and human capital functions as a strategic objectivefiscis yearn(FY)
20182022 Strategic Plan, and OIG identifiegimancapital as dop managementhallenge for
HUD in FY 2020

U.S. Office of PersonnelManagemen® Bliring Initiative and Expectations

In FY 2017, the U.S. Office of Personnel ManagemedP\) issuedan End to End Hiring
Initiative reportas part of its attapt to take a new, comprehensigad integrated approach to
Federal hiring Theinitiative created roadmagforthe five components of hiringworkforce
planning, recruitment, hiring process, security and suitability, and orientation.hinnts
processroadmap, OPMlevelopedin 83-daymodelto hire a newemployee, as shown figure
1.

! Average timeto-hire is the average number of days it takes to fill a vacancy.

3
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Hiring
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OPM expeadagenciedo review the model and their internal hiring process to determine how
they ould make necessary adjustments to streamline processes and imprete hinee OPM
permitedagencies to modify the timeframes for each oftilveng processteps as thagences
sawfit.® According to OPM, thgovernmentwidewveragdime-to-hire for FY 2018 was 98
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BFS ispart of the U.S. Department tife Treasury and hgsrovidedshared services support to
HUD since FY 2015BFS issolelyresponsibldor creating, reviewing, and posting the job

2This OPM roadmap uses the acronym EOD in place of entrance on duty.

30n February 25, 2020, OPM issued a modification to how it collectsttishize data to account for thiene it

takes to undergo background investigations, receive security clearancesndndtother similar activities that are

outside

t he

a g e n ¢ YOM ancoancdd thaiglencies st®plcerepaiti atimeaokhireyfromboth

the time the hing manager validates the need until the candidate accepts the tentative offer timeé the hiring
manager validates the negwtil the entrance on duty date. This change in howtosere is calculated did not

impact the scope of work for thisauation

4 These were the most recent data available at the time of fieldwork.

4

c

(0]

e



Report number: 2020-OE-0002

opportunity announcemefdr each hiring actiorreviewingapplications, issuinthe certificate
of eligible candidate making the tentative job offer, and making the official job dffer.

OCHCOis led by the Chief Human Capital Officer asdesponsible for developing and
implementing policies and procedures associated with human capital manafyeriib,
advising theHUD Secretary and senior management ohwhan resourcasatters, and setting
the workforce development strategy for HUD. OCHCO is also responsiltaléadating
HUDOG s f Haoahael andhiringmeetrics and reporting them annually to OPMithin
OCHCO, the Recruitment and Staffing Division and Personnel Security Division play significant
roles in the hiring process. The Recruitment and Staffing Divesilmses and provides hiring
strategies and resourcesHidJ) D @regram officesandis comprigd ofhumanresource
businessadvisors anchumanresourcs businesgartners. The Personnel Security Division
conductghe security process portion of hiring for HUBhile OCHCO and BFS consult
regularly on hiring action${UD has final authority on hing decisions.

The Office of the Chief Financial Officas responsible for reviewing and approving hiring
requestdo determinevhetherthe program office can afford to hire basedtestaffing levels
and budgetlt also doedbiweekly payroll projections taleterminevhat hiring has occurred,
what hires are planned, and the program offic

Empl oyees in HUDOGs program offices that have
managers, the AOs administrativestaff, the internahuman resourcestaff, and the internal
budget staff.

1 The hiring manager isolelyresponsible fovalidatinga need to hire, requesting a
personnel action to initiate the hiring process, reviewing applicants, camglucti
interviews, and making a selection. It is the responsibility of both the manager and BFS
to collaborate and review tip®sition descriptiongonfirm thejob analysisreceive
applications, condugireemployment angecurity checks, and finalize esuice onduty
dates.2?

1 While the AO rolein the hiring process is not unifortie AOs ar&key playesin the
hiring process andonsidered the hiring point of contact in the program affiiee AO
often serves as an intermediary between BFS and the mangger and OCHCO and

5 A certificate of eligible candidates idisting thatcontains the highest ranked eligibles, after application of

vet er ans 6 ndaresult @ public motice, rearuitment, and screening and assessment dffiertsst is

prepared and issued by BFS asdhie list from which the hiring manager v@#llecta candidate

8 Throughout this report, metric is used when referring to actual performance numbers that OCHCO calculates, such
as the average tirvte-hire.

"Unlike humanresourcesspeci al i sts in OCHCO, hiuchén rgsoucegtaffs notpart of | ces & i
job serie201i Human Resources Management

8 A position descriptions a statement of the major duties, responsibilities, and supervisory relationships of a

position. In its simplest form, @osition descriptiondicates the work to be performed by the position. The

purpose of gosition descriptiois to document theajor duties and responsibilities of a position, not to spell out in
detail every possible activity during the workday

9 A job analysis identifies the competencies knowledge skills, and &ilities directly related to performance on

the job. It is aypstematic procedure for gathering, documenting, and analyzing information about the content,
context, and requirements of the job. It demonstrates that there is a clear relationship between the tasks performed
on the job and the competencies &ndwledge skills, and ailities required to perform the tasks.

5
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the hiring manager. Often, the AO pthe hiring package together on behalf of the
hiring manager.

1 Some HUD program offices have their omternalhuman resourcestaff. However,
these employees are natman resourcespecialistsandall HUD hiring must go through
BFS and OCHCO.

1 The program officdnasinternal budget staff responsible for ensutimgtthe office does
not exceed its budget allotment. Some program offices rettpairdoudget office to
review hiring request Othersrequire a second budget appré¥abm an internal
budget officebefore a official job offer is made to ensutbatfunding is still available.

Distinction Between Step Zero andhe Hiring Process

A critical part of tle success of the hiring procdmgins before a hiring manger starts the

recruiting process; o mmonl y r e f er r & Steptzevanctudes thestim@upngz er o. 0
whichthe hiring manager, OCHCO, and BFS work together to creafmtiton descriptio

and the job analysisis well as the time it takes BFS to classify the positidre classified

position description and job analysas part of a hiring package, must be submitted by a

program office to OCHCO to start th&ing process Thereforethetime it takes tavrite and

classify aposition descriptiomnd write a job analysis is not included in ta¢culatedaverage
time-to-hire. One BFS official estimated that the position description and job analysis could

each take between 30 and 60 days

According to BFSO®s HHDhisng grocéss las 18 stepShdseate Ai d ,
described in brief below arghown in detailn a process map in appendix A.

1. Validate need TheHUD program office hiring manager determines that a vacancy
needdo be filled and obtains internal program office approval as needed.

2. Request persael actioni The program office then puts togethdriang packagend
prepares an official hiring request in teman resources/stem so OCHCO and BFS
can review and approve it.

3. Reviewposition descriptiofi BFS must review and validate thesition description

4. Confirm job analysi$ BFS must review andpprove the job analysis.

5. Post job opportunity announcemé&rBFS creates and posts the job announcement on
USAjobs.gov.

6. Receive applications BFS receives applications.

7. Minimum qualification reviewi Once applications are received, BFS does a minimum
qualification review, which is the rating anahking of candidates.

8. Issue certificate andotify applicants BFS prepares a certificate of eligible candidates
and submits it to the HUD program officeihgg manager.BFS also notifies applicants
of the status of their applications.

0 The Office of the Chief Financial Officer conducts the initial budget approval process before the recruitment
process can begin.

11 A hiring manager does not need to be actively looking to fillcaway to engage in step zero of the hiring
process.
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9. Interview and seledt The hiring manager uses the certificate to determine which
candidates to interview to select a candidate to hire. The hiring manager informs BFS of

the decision.
10. Tentative job offei BFS makes the tentative job offer to the selected candidate(s).
11.Preemployment and security chect k@ CHCO6s Personnel Security

preemployment and security checks on the candidate and alerts B&Saiirity
process approval.
12. Official job offeri BFS makes thefficial job offer to the selected candidate(s).
13.Entrance on dutyi The candidate then accepts tifcial job offer and agrees to a start
date.

HUDOGs Co mmo Improwenlts Hiring Process

HUD has committed to improve its hiring process and reduce its averagwiiine. In theFY
20182022 Strategic Plan, strategic objectivadtb f{o]Jrganizeand deliver services more
effectivelyd As part of this objective, HUD committed to impiog the hiring process by
identifying bottlenecks andeeded resources to reduce the averagetorhee. One of the
strategies HUD proposed to help achi#vis objective was tdi[i] mprovethe hiring and human
capital functions, to reduce average titoénire and improve the quality of hires, to ensure HUD
attracts, trains, and retains an efficient workforce with an accountability structure that
accomplishe$ H UdDrdissiond To measure pgresstoward its objectiveHUD used
performance indicators, includirigacking its average tirae-hire.

OCHCOhas | ed many of HUDOGs efforts to i mprove |
OCHCOrestatedH U D @@nmitment tamprovingthe hiring procesand redumg its time-to-

hire in both its FY 2012019 and FY 202@021 Human Capital Operating Plans (HCOR).

the FY 20182019HCOP, OCHCO identified five actions that it would take.

Reduce the average tire hire.

Increase the quality dfires as measured by the hiring official.

Increase the sources of hires through external hiring.

Increase the use of data analytics to demonstrate historical hiring trends and develop
strategies to improve tim®-hire and support sound position managenaail
organizational design.

5. Strengthen strategic partnership between OCHCO and the HUD workforce.

PwpNPE

In FY 2019 0CHCQ s e to inaveade hiring resulted anincreasen employees fothefirst
time since 2011. HUD hired more external new employesstiie total numbeof employees
who separated from HUID FY 2019 HUD also hired significantly more employees in FY
2019 than it had in FY 2017 or FY 2Q18& shown ifiigure 2.

2 Entrance on duty is the process by which a person completes the necessary paperwork and is sworn in as an
empl oyee. The entrance on duty date is typically the
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FIGURE 21 FY 2017-2019 number of HUD hires

1070 943
870

681 649
670

470

Number of Hires

270

70
FY 2017 FY 2018 FY 2019

Source: HUD time-to-hire reportsprovided by BFS
Scope and Methodology

We completed this evaluation under the authority of the Inspector General Act 0f3978
amendedand in accordance with the Quality Standards for Inspectidrieaaluation issued by
the Council of the Inspectors General on Integrity and Efficiency (January 2012).

Scope

We performed fieldwork for this evaluatidetween February and November 20@uur
evaluation focused on HUDthealidatingthe nepd tphireance ss, w
ends with theentrance on dutglate of the new employee. In our analysis of hiring data, we used

3 years of the most recdyiavailabledataat the time of our fieldwork FY 2017throughFY

2019.

Methodology

To address our objectives, we reviewed relevant HUD policies, publications, and other
documentation. We reviewed hiring data, metrics, and milestones, including average time

hire, from FY 201&hroughFY 2019 as provided by HUD andHUD O s s h aempevilers er vi c
BFS. Most of our analysis focused on th® steps of thairing process. However, we included

step zero in our analysmghenit related to the actions OCHCO committed to as part effitsts

to reduce average tinte-hire.

We conducted 46hterviews with officials from HUDBFS the U.S. General Services

Administration (GSA), anthe U.S. Small Business Administration (SBA)he staffmembers

we selected for interview from each agency were the ones considered-sudtjectexperts well

paositioned to speak about the hiring procedge also conducted a survey of all HUD hiring
managersreferred to in this report as theing manager surveyo gathe program office

perspectives on the hiring proce$snally, we contacted OPMto bt ai n i nput on OPN
expectations of Federal agencdiegarding the hiring process




Report number: 2020-OE-0002

SeeappendixB for detailed methodology on our analysidiué average timeo-hire by hiring
process ste@ppendixC for detailed methodology on how we ch@38A andSBA as agencies
comparable to HUD, anabpendixD for detailedmethodology on our hiring manager survey
and the results.

Limitations

Hiring manager @rvey results were seteported by HUD hiring manage@ndwe didnot

validatethe resultgor accuracy.Because survey responses were voluntary, there is a potential

for voluntary response bias. Therefore, the resulting responses could tend to overrepresent those
individuals who have strong opinionés describedn appendixD, 227 of 377 possiblehiring
managesurvey recipients gpondedresulting ina60.2 percentesponse ratéWe did not use

survey results to make any projections or assumptions about the universe of hiring managers.

We were unable to replicate and validatehaihg metrics. We describe these data limitatians
greaterdetail inthe Findingssection of this neort

Informationthat GSA and SBAprovided to usvas useanly to gain insight into Federal
agencieghathave attributesimilarto those ofHUD. We did not attempt to independently
validate any information provided to us by GSA or SBAr are we ealuating or making
conclusionsonGS&Aer SBAOGS processes.
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Findings

According to our calculationsh¢ HUD FY 2019 average timt-hire was 141 daysvhile

H U D deportedgoalwas 108 day®. There arehiree primary reasons wijUD was unableo
hire staff in a timely mannerForemostODCHCOdid notimplement process improvements to
redue the length ofour hiring process steps thatak longer than they shoultave; namely,
review position descriptionconfirmjob analysisinterview andselect andpreemployment and
securitychecks SecondlyHUD employees reportadconsistentrainingon thehiring process
andunclear hiringoles and responsibilitiedzinally, OCHCO and BFS both experienced high
turnover.

During fieldwork we attempted to validate different metrics that HUD repotiatiwe were
unable to replicate the datdherefore throughout the repgrive present thenetricsthat we
calculatedunless dterwise noted For more information othe average timéo-hire, seethe
sectionOCHCO Could Not Provide a Replicable Methodology of Average Tlimeélire.

HUDOGs Av e rTa-#ie Dl NohkeetIts Goal

In FY 2019,HUD exceeded® P M6 s atimeto-larggoalby6ldayand HUDOGsS aver acg
time-to-hire goal by 33 daysWe calculatedd U D & 2019 average timt®-hire as 14 days

whil e OPM6s garmd kAaBO6 B8 0g aa/figsve d).sFurthér,8nly 89%3y s

percent of hires madethrough the hiring process within 108 daged 11.6 percent of hires

made it througtaymodd.hi n OPM6s 80

FIGURE 37 HUD's FY 2019 average time-to-hire compared to goals

HUD OIG-calculated actual time-to-hir

141
HUD goal 108
OPM goal 80

0 20 40 60 80 100 120 140 160
Days

We calculatedHUD 6 s a ct u a #o-himevioe FY2@LBusirtg datagrovided by BFS
because OCHCO was unable to provide a replicable methodology on how it calculates time
hire. OCHCO also reportatifferentaveraggime-to-hire calculationdor FY 2019in various
documents and publicationsomplicating our attempts to replicd®€ H C O 6 s-to-hire me
methodology.

B The 141day aerage timeto-hire calculation for FY 201Bcludesthe 35day lapse in appropriations that

occurred from December 22, 2018, -to-hireguldanoeundicatedtab, 2019.
agencies should not back out the calendar days that mpeetied by the furlough because OPM wanted an accurate
understanding of the impact the furlough had on agenci
YHUDG6s FY 2021 Annual Per f or ma ntehire gédl & 108 catepdaayst s HUDG6s F

10
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Hiring Manager Survey RespondefsportedNegative Impagt DuetoHUDG6s | nabi | ity
Hire in a Timely Manner

When we asked hiring manageabout satisfaction with the timeliness of the hiring procgss

percent of survey respondediter 119 hiring manageés reportedthatthey were somewhat or

very dissatisfied with the timeliness of the hiring proc&3kthose respondents, 7®percend

or 95 hiring manage#s indicated that their program office was negatively impdbty HUD 6 s
inability to hire in a timely manner. When we askedtiigg managerso identify how their

program officevasi mpact ed by HUDOG6s i nabr894peycendbfo hi r e i
survey responderdsor 84 hiring manage® reportedfincreased workload for employegs a n d

79.8 percentf survey responderdsor 75 hiring manage® reportedi | ower.omor al e

Hiring managers provided comments expandinghe impacthatnot being able to hirm a
timely mannemashadon workload,morale,productivity, andstakeholderelationships The
following are a few examples of the comments we received from hiring managers:

1 The staffing shortage caused me to reallocate workload causing undue stress to not only
myself but to other staff members.
1 The longer it takes to bring someone onbodre Jonger current employees are doing
Adouble dutyo to Apick up the slackod of th
1 Itis a fulltime job to hire someone, especially with all the back and forth. [I have] had
to work extra to actually get dag-day work done. Thereatehi ngs t hat have
the plate. o
1 Notbeing abletofillthei r ect or position in a timely man
There were issues maintaining the relationships witlpalbéc housingauthority because
thedi r ect or 6 s rQnteehaveatd left; thereamado one to give them
attention and many things did not get handled as soon as possible.
1 Not only was morale affected, the limited number of staff were not able to perform all of
the essential functions of their position it the allotted time.

Many hiring managers stated that selected candidates decline
job offers because the hiring process took too long. Several
hiring managers noted that they had to consider seawrttird
choice candidates because their first choice had already acce
another offer.In FY 2019,we calculated tha4.5 percent of
selecteccandidatedeclinedHU DG s t jebotfeat i v e

In FY 2019, 24.5 percent
of selected candidates
declined the tentative job
offer from HUD.

Process Impovement Opportunities Exist To Reducethe Length of Hiring Process Steps

OCHCOcould implement process improvements to reduce the length of hiring procedbateps
take longertha®@ P M6 s . §peafically, bur geps have consistenttgken longethan

OP M6 s agnoda | BsliriggdPsocess Job Aidoals Theyarereviewposition description
confirmjob analysisinterview andselect andpreemployment anslecuritychecks Figure4
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shows the average lengthasch of the 13 process steps calculatedor FY 2017 through FY
2019compared t o t h-eaygiingmodei:tn OPMG6s 80

5 Due to rounding, data represented in figure 4 may not equal reported averagetirae

12




Report number: 2020-OE-0002

FIGURE 41 FY 2017-2019 HUD OIG-calculated average length of each hiring process step compared to goal
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ReviewPosition Descriptio@mndConfirm Job Analysis Steps Were Untimely

The firstand secondintimely steps in the hiring processre review position descriptiomnd
confirm job analysisIn FY 2019,we calculated thadUD spent an averagd approximately 6
days reviewingposition descriptiosandapproximatelyl?2 days confirming the job analysfs.
AccordingtoOP M6 s g theaBIFSHaimgdProcess Job Aithat HUD uses, these two steps
should take 6 day®tal. This means that hiring managearsd BFSspen about three times
longer tharthey shoulchaveon these two steps, akown infigure 4.

The creation of thposition descriptiomndjob analysisare part of what isommonlyreferred to
as stepzera Major edits to th@osition descriptiomnd job analysishould bemadeduringstep
zeroand not during theeview position descriptiomnd confirm job analysisiting process steps
S0 as to not impact the average titaénire. If aposition descriptior job analysiss heavily
edited during the hiring process instead of dustep zerpit increassthelengthof thehiring
processand the average tirvte-hire.

To reduce the average time hiring managers and BFS spend revpositign descriptionand
job analyses, OCHCO reported in its FY 28L9 HCOP that it would establish a SharePoint
library for program officeswhichwould contain approveposition decriptionsand job
analysesby the end of FY 2018. When ttpsojectwas not completed, OCHCO committed, in
the FY 20262021 HCOP, tstandardizingosition descriptionand job analyses for half of
HUDO s nuritead acaupations, highisk occupatios, and positions with higholume
staffing needs by the end of FY 2020 and the other half by March 30, 2021. The standardization
process would require program officeitng managers ansubjectmatter experts to provide
input and approve theosition desriptionsand job analyses, which should reduce the need for
changes during the hiring proces&hile several HUD hiring managehngyhlighted the need for
standardization, as dfovember2020, OCHCO had not created a SharePoint library site for
standardigdposition descriptionand job analyses.

In comparison to HUD, hiring officials from GSA prioritized standardizing recruitment

documents. GSA officiafs whose average tiram-hire as of May 202@vas 78 day® agreed
thatstandardizing theirecruitment documentsvhile timeconsumingor hiring managers and

hiring officials to work togethetio createwascritical to reducing timeo-hire. GSAfelt that

without standar di zjwodldjldevememest 8tabentfitmsef iiame
back and forth between hiring managers lamchan resourcesfficials. If HUD standardized

position descriptions and job analyses for missiotical occupations, highisk occupations,

and positionswithhigr ol ume st af fi ng mee&desiewpdsiidddés aver age
descriptions and confirm job analysisulddecrease. Thiseasuravould lead to a more

efficient hiring process, similar that ofGSA

Recommendation
Recommendation 1To improve the efficiency of the revieposition descriptiomndconfirm
job analysis steps, we recommend that the Chief Human Capital Giicetardizgposition

%1n FY 2019, HUD ceased operations for 35 days because of a lapse in appropriations. When calculating this
average, we counted all of these dalysless oted otherwise, this footnote applies to all @l@culated averages
presented in this report.
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descriptionsand job analyses for missiamitical occupations, highisk occupations, and
positions with highvolume staffing needs.

Interview andSelectStep Was Untimely

Interview and seleawas thethird untimely step in the hiringrocess Theinterview andselect
stepwas consistentljthe most timeconsumingstepof the hiring processasshown infigure4.
In FY 2019,we calculated thadUD spent an average approximately28 daysinterviewing
and selecting a candidatéccordingtoOP M6 s g o @8FSHaimgdProdeds dob Aithat
HUD usestheinterview andselectstepshould be completedithin 15 days Threeof the
eleven interviewed hiring managers and fivierviewedOCHCO officials said thenterview
andselection process was the most tiooesuming step of the hiring process.

The length otheinterview andselectstep vaiesif there isa largecertificate ofeligible

candidates or if the hiring manager wants to do two or three rounds of interviews. It gso var
based on the hiring manages s ¢ h e d u ltogriodtinednteaviews laridthga ndi dat es 6
availability to attend interviews.

The interview and selestepis criticalto the success of the hiring processausét allows
hiring managers to assess the fit of the candidatewhile the process should not be rushied,
would be valuable foOCHCOto determinavhetherthere areadditionalopportunities to
decrease thi#tme of theselection process. For exampBECHCO couldshae tips with the hiring
managerlike blocking off time for interviews about weeks aftethejob announcementloses
or choosing the interviewer(bgfore receiving the certificate

Recommendation

Recommendatio: To address the timeliness of tikerview andselectstep we recommend

that the Chief Human Capital Officdevelopand shar e best practices wi
officeson howhiring managers can execute hiring process responsibilities to meet timeliness

goals

Preemployment an8ecurityChecksStep Was Untimely

Thefourth untimely step in the hiringrocesavas the preemployment arggcuritychecks step

In FY 2019,we calculated thahe preemployment ansecurity checlstepandthe official job

offer steptook an average @pproximately20 days’ Accor di ng t o OPMés goal
Hiring Process Job Aithat HUD usesit should takel2 daysas shown in figurd. The average

duration of thepreemployment anslecuritychecksstep of the hiring processried

dramatically We calculatech differerce ofmore thanlO days betweeRY 2017 and FY 2018.

In FY 2018,we calculated thahe average time to complete fheemployment ansecurity

checls stepandthe official job offer stepwasapproximatelyll days, below the OPM goal of 12

days

7 We wereunable to calculate thadividual average time fothe preemployment and security chestep based on
availabledat. Thereforepur calculatiorcombined thgoreemployment anslecuritychecksstep with theofficial
job offer step Seeappendix Bfor more details.
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OCHCOG6s Per sonn e isrespensihlerfahé secuiy periioa of thehiring

process for HUD.The preemployment anslecuritychecks stepequires the Personnel Security
Division to review paperwork subtted by the candidate, review any security issues, do further
investigation like background checks and fingerprinting, and approve the candidate for
employment. Thremterviewedhiring managergnultiple hiring manager survey respondents
and fiveinterviewedOCHCO officials said security was the most tiomsuming step of the
hiring process.

Thepreemployment anslecuritychecks stefs one of the hiring process steps that vagresitly
in length based on certain variables that magiddayed. For eample, théPersonnel Security
Division mustcommunicate with the applicarand the applicamhustcomplete certain tasks,
such as paperwork and fingerprinting an applicant has been through the security process
before,the Personnel Security Divisiamay be able tgtreamline the process hgng prior
investigationdocument®n file.

While external factors impacthe security processomepartsof the procesarewi t hi n HUDOG s
control. Based on the FY 2018 performance, HUD is capable of performipgettmployment
andsecuritychecks steguickly.:®

Recommendation

RecommendatioB: To address the timeliness of theemployment ansecuritychecks step
we recanmend that the Chief Human Capital Officktermine the cause for thariationsin
thetimeliness of thepreemployment anslecuritychecks stemn FY 2017, 2018, and 2019 and
develop appropriate process improvements.

B While we acknowledge that thapse in appropriatioria FY 2019 prolonged the average duration of the security
proces, the variation between the FY 2018 and FY 2019 performance of the security pidcessadpear to be
solely due to théapse When we calculated the average length of the security prafesswe removed the hiring
actions that had a tentative offeccepted before tHapseand a official offer made after thlapse the average

length of the security process wagproximately 1@lays. This is still longetthanthe FY 2018 averag@ndicating
thatarother variable could be impacting the proceseti
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Case Studly Office of FieldPolicy and Management

H U D ©®8ice of Field Policy and Managemenas the only program office that was able tc
reduce its average tirrte-hire from FY 2018 to FY 2019Despite thencrease in hiringn FY
2019 the Office of Field Policy and Managemeénteliance on hiring new employees using
variety of special hirinquthorities helped it to decrease its average-tovfére and meeits
hiring goals According to OPM, special hiring authorities may be used by agencies to a
specific groups of idividuals who meet the respective eligibility requirements, such as
veterans or persons with disabiliti@gthout competition. Becial hiring authoritiealsoallow
hiring managers to circumvent certain hiring steps whiletfasking others Officials
described how this measurelpedthe Office of Field Policy and Managemeget back tats
targeted headcount and contirtade successfuin accomplishingts mission. In FY 2019,
we calculated that the Office of Field Policy and Managemsed traditional hiring
authorities, as opposed to special hiring authorities, only 44.4 percent of the time, while
calcul ated HUDOGs overall average for wus
OCHCO officials pointed to the use of spédiaing authorities as a successful method for
recruiting hires. We calculated that from FY 2018 to FY 2019, the percentage of hiring t
used a special authority increased from 4.2 percent to 19.7 percent.
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OCHCO Did Not Provide ConsistentTraining to Hiring Process Ownersor Consistently
Define Roles and Responsibilities

Thesecondeasonwhy HUD has not been able to hire staff in a timely manner islaaty
process owners, including hiring managers and administrative rggadftedreceiung little or
no training and guidance on the hiring process, includmgles or responsibilitieandhow
long the hiring process should take

Training Wadnconsistent

While GSA and SBAthecomparable Federal agencies reviewed,offeredregulartraining on

the hiring procesOCHCOdid notconsistently offer trainingn hiring to hiring managerand

AOs. AccordingtothdJ.S.Gover nment Accountability Officeos
in the Federal Government, oponal success is only possible when personnel are provided the

right training and tools

Multiple OCHCOofficials informed us that theywere unaware adnytraining onthe hiring
procesdgor HUD hiring managerand AOs Officials expressedhat training would be useful
and valuable to everyone in the program offices, including hiring managers, and that there
needed to be training and resources in writing that people could refeflemceOCHCO

officials also commented that thisowledge wald help hiring managers know what the hiring
process is and have realistic expectatiddame OCHCofficials recalled prior trainings but

did not mention anyegulartrainingsavailable at the time of their interview$he prior training
described wasither hosted by BF&r was in the form of informal monthly or quarterly
meetings between OCHCO and the program office AOs.

While five of the elegen hiring managers we interviewed

stated that they received some sort of limited training or
guidance related to hiring, fiv@herhiring managers

indicated that they had not received or could not
remembereceivinganyformal training on their roles or
responsibilities in the hiring proceSsin addition, 42.1

percent of survey respondeditsr 85 hiring managedssaid that theynadnot received any
training or guidance on HUDO6s hiring process

Eighty-five hiring managers
stated they had not received
any training or guidance on
HUDOGs hiri.ng pr

Similar toexperiences thatiring managersharednone of the AOs intervieweaéported that
theyhad received formal trainifgrom OCHCOon their role in the hiring proceshis lack of
trainingis concerning because the AOs are an important process owner in the hiring process.
AOs areoftenthe man points of contact in thprogram offics, compiing and submiing hiring
package documents on behalf of the hiring manager andigassan intermediary between
OCHCO and the hiring manager.

19 The eleventhiring manager did not mention training during the interview.

20 OCHCO officials stated that there were regularly occurring meetings with AOs to communicate changes to hiring
procedures. While these meetings may have communicated itifammelated to hiring, it does not appear that the
AOs interviewed considered these meetings to be formal training.
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Our survey showed thairing managers wenateresedin having training on the hiring process
When asked about training, 4%pdrcent of survey respondedtsr 89 hiring managets
reportedthatthey would appreciate a general overview trairinghe hiring processand49.0
percent of survey respondedt®r 96 hiring managefs indicaedthattheywould like training

on how to hire someone using a special hiring authority.

Roles andResponsibilitiedVere Inconsistent

As of November 2020 CHCO hal not standardized and documented the roles and
responsibilities for those involved in the hiring proceBkislack of standardization and
documentatiomccurreddespiteO C H C Gzonsmitmento defineroles and responsibilities
amongBFS OCHCOhuman resowes business partnerandprogramoffice hiring managers
andAO staff by June 30, 2020.

OCHCOGO6s definitions for the terms hiring mana
clarity and distinction.To validate OCHC@lefined roles and responsibilities, we reviev2éd
OCHCOdocumerns, including hiring guidespolicies, internal dagmentsand standard

operating procedureocumentatiorwe reviewedised theaerms hiring manager, hiring

official, and selecting official inconsistentlyzurther,only 2 of the20 documents we reviewed

included definitions of the term®Both the 2013 Delegated Examining Policy and 2004 Merit

Staffing Policy defined selecting official|thoughdifferently. Whenwe askeddCHCOfor the

definitions ofeachterm,OCHCO officialswere not able to find a definitive source for the

definitions, everfrom OPM. Instead OCHCO officialsdrafted their own definitions arsent

them to us in an email OCHCOG6s definition for selecting
previousattempts to define the term.

Roles andesponsibilities are also not fully documente@FSreference guides for HUD hiring
managerssuch aghe Hiring Process Job AidndJob Analysis Jolid.?* Both documents
includedonly the roles of the hiring manager and Béffel excludel all other pocess ownerthat
mayhave a rol e i n ,bBuchaé@sahdD € HG Ghangan resouechgsiness
partners

Another example afoles and responsibilitiesot being fully documentear up to dates the
Schedule A Hiring Process Standard OpeggRrocedureissued March 201%2. This document
did not specificallymention BFSOCH C OG0 s h u msbosinese alwsors ane partnens,
AOs, all of whomcan be involved itschedule A hiring

Hiring ManagerSurvey Respondesit. acked Knowledge and Understanding of Their Role

Without periodic trainings or clearly documented hiring process roles and responsibifitigs, h
managesurvey respondents reported that ttemked knowledgeand understanding of their role
in the hiring processMany surveyrespondentdid not correctlyindicatewhich taskswere their
responsibiliy. For example, 16.6 percent of survey respondeats33hiring managei®

2! Hiring Process Job AidndJob Analysis Job Aid
22 Schedule A hiring ist way to hie qualified individuals with disabilities, without requiring them to compete for
the job.
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correctly identifiedhat requesting the personnel action was their responsib#ityghown in
figure 5.

FIGURE 51 Percentage of hiring manager survey respondents who correctly
identified each of their responsibilities

m Hiring manager responsibilities

Approve job announcemeniEEEENNNNNNN— 46.2%
Review job analysis with BFSEms  49.8%
Approve edits to position descriptionEEEEEEEE————— 51.3%
Participate in strategic hiring conversationmm———— 36.7%
Review position description with BFSImm 47.7%
Request personnel actionmmms 16.6%
Validate hiring need I 49.8%

Many hiring managesurvey respondentommented on how the hiring process was confusing.
The followingare a few examples sbmmenton what they perceived to libe confusing
hiring process

1 My role in the process is forevelnanging and the coordination with BFS and OCHCO is
confusing.

T The lines of responsibility between BFS, O
administrative staff is unclear.

1 No coordination whatsoever between [BFS, OCHCO, and OPM].

According b thethenChief Human Capital OfficeQCHCOhadhireda consulting firm to
devel op a hiring manag e #tideshelgduringtee hiring arocessto ul d p

Recommendatien

Recommendation 470 addresshe inconsistent roles and responsibilities dreddckof hiring
ma n a g eowledge akdinderstanding otheir role, we recommend that the Chief Human
Capital Officerdevelopand documentomprehensive reference documentshahiring
processes, proceduresles andresponsibilities

Recommendatiob: To address thimited and inconsisterttaining we recommend that the
Chief Human Capital Officedlevelopand implementegulartraining for process owners on the
hiring process

High Turnover in OCHCO and BFS Resulted inKnowledge Lossand Slowed the Hiring
Process

Thethird reasorwhy HUD has not been able to hire staff in a timely mannbetaus€®©CHCO
and BFS have experienceihturnoverimpactingHUDG6s abi l ity to retain
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knowledge basen hiring According to OPM officials, resource shortages and turnover of
human resourcestaffis a commorgovernmentwide barrier to effectively and quickly hiring
talent. HUD is not an exceptionOCHCO has almost an entirely new leadership te@he
Acting ChiefHuman Capital Officetook over the positiom January 2021and several other
members of the leadership team bega@HCOin February 2020 or latefThe previous Chief
Human Capital Officer held the position for 18 montB&Shas similarly experiezed high
turnover.

OCHCO turnoveresulted in a losef knowledgeof previousefforts taken to reduce the average
time-to-hire beforeFY 2019. For example, HUD worked on a hiring process improvement

project with ToyotaProduction System Support Cent@c., from approximately 2015 to 2016.

During that time Toyota Production System Support Center,,limained OCHCO leadership on

its process improvement methodolog@ CHCOleadership wi t h Toyotabés coach
guidancepsa thatmethodologyto improveH U D &isng procesandredue time-to-hire.

However,due to OCHCO leadership turnover, OCHC&uId provideonly one PowerPoint
presentatiorirom January 2016s evidence of its collaboratiénFurther, all OCHCO staff
membersnvolved in the projedhave since departed. OCHQ&3tits knowledgeofT oy ot a 6 s
process improvement methodology, as well as awareness of changes made as a result of this
processthe rationale behind those improvemeats] plans made to further redutcee-to-hire.

Additionally, BFS turnovetted toprogram offices often working with BFS human resosrce
specialists unfamiliar with t heongtioromegultedim of f i c
program office6havingto introduce and familiarize new BFS staiemberswith their program

missions and hiring needs the BFSuman resourasspecialstswould be able to identify

applicants with the appropriate skills and qualificatioBsven thata recruit action is not

assigned ta BFS human resourgspecialistuntil after the hiring process has begany

program officeattempt © familiarizenew BFS specialists with programmatic needs would occur

during the hiring process. Thisocedureessentially createanother step in the process, further

delaying timeto-hire.

Of the 65 hiring manager survey respondeviis indicatedthatthey were dissatisfied with their
interactions with BFS, 81 percend or 53 hiring managedésindicated that they were
dissatisfied due t8 F Slack of understanding of their prograsffice. Additionally, of the 65
hiring manager survey respondewtso indicatedthatthey were dissatisfied with their
interactions wih BFS,41.5percend or 27 hiring managedsindicated that they were
dissatisfied due to the number of different BiRSnan resourcespecialistsvith whomthey hal
to work

23n our request to OCHCO for evidenceitsfcollaboration with the Toyota Production System Support Center,

Inc., we clarified that we would accept a broad range of documentation, including meeting minutes, meeting notes,
emails, standard operating procedures, and evidence of implemented imgnts.e Given that during our

document review, we found references to a second phase that began in FY 201-To-aitiengoal not mentioned

in the PowerPoint presentation provided, and an April 2016 brainstorming session between Toyota and OCHCO, we
conduded that other documentation should have existed.
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Recommendation

Recommendatiofi: To addres&nowledge losswhich leads tahefrequent need to explain or
reexpl ain HUDO®G swepacanmend tmat tiia Ghief Humars Capital Offareate
and implement &nowledge management strateguch as developinggandard operating
proceduresreference shég and prograroffice fact sheets

Inthe courseofolmnal ysi s of HUDOGs hi rthehigngddtaQCHCO we de't
used in its analytics @reinconsistent, unreliable, and inefficien/e could notreplicate some

of OCHCOOG6s report e grovidedtandD € H C Odépsrtadgoats hnel metres a
wereinconsistent across data soutces

Position Organizational Listing Was Reportedly Unreliable and Inefficient

Thepositionorganization listingRPOL), a spreadsheet on a SharePoint site that OCHCO uses to

track hiring dataywasreportedlytime consumingunreliable, and iefficient. Data from the POL

feed into some of the hiri rmgboarédTheodaghimardiam OCHCO
automated tooDCHCO staff developedvhichgivesa s napshot of the currer
human capital dataErrors in the POlarecarried forward to the dashboar@ihe dashboard is

what OCHCO usefor decisionmaking across HUR:

Mul t i ple OCHCO of ficials ThePOLisalOOpercent POLOGSs
nature and how this makes it pronestconeous or
inaccurate informatianOneof theseOCHCO officiak
described updatingtifeOLasd@ 1 00 per cent
p r o cwtk @eatyof opportunity for mistakesThe
official alsofelt that he POLdata may not beonsistent withiring datatracked elsewherand

said thatthereouldb e del ays i n the hiring process becau

manual process, which
could result in errors.

Because of the manual nature of the POL, staff identified it as one mibgtdimeconsuming
pars of the hiring procesandstatedthat ittook an estimate@ hoursperdayfor eachOCHCO
human resoursbusiness partnéo update. Human resourcebusiness partneegeGeneral
Schedule 13s and as such, mak@,$43annually,at a minimun®® If a human resource
business partnepent2 hourseach dayf an8-hour workday updating the POL wiould cost
HUD approximately $3,036annually to update the PQper person BecauséOCHCO has six
human resourabusiness partners/e calculated thadUD spent, at a minimum 188,216each
year to maintain the POL

Both comparable Federal agencies that we interviewed discussed the importance of information
technology and automation. GSA officials attributed part of theotadBaverage timeo-hire to
G S A ossof automated technologies. GSA used a database tditraeto-hire metrics. The

24 The dashboard is maintained by OCHC®hile it may be accessible $electseniorl e v e | staff i n HUDS®G
program offices to guide strategic decisions, hiring managersot automatically granted acses

25The minimum General Schedule 13 salary with locality pay for the rest of the United States, effective January

2021, was $92,143.
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database had several data validation processes to verify hiring data and catch errors. While SBA
did not have automation in placeplamedto switch from manual to automated technologies to

help withits hiring processincluding automating the link betwedrnuman resources/stemsso
thehuman resourcespecialiswvould not have to enter data manually.

Many OCHCOofficials acknowledged that themas an opportunity to improve the POTLwo
senior OCHCO officials reported in June 2020 that OCH@Sthinking aboutautomating the
POL so the data can flow from BFSO6s systems i

Recommendation

Recommendatioii: Toi ncr ease t he accur admprowthe dffidi@p s hi r i
of HUDOGs hiwerecommepd tlatcthe €ief Human Capital Offa@rduct a

feasibility study for an automated POL

Goals and Metrics Were Not Consistentand Metrics Were Not Replicable

OCHCOhad competing timeto-hire goals. Although
OCHCOis ultimatelyresponsible foc o mpi | i ng H
timeto-hi re and hiring metrics
hiring data to OM as requestedCHCO was not the only
office tracking hiring dataOCHCO, BFS, and certalHUD
program offices tractd similar hiring datg eachusingits own
tracking methodologyDespite tracking the same hiring proc/8€HC® a n d Bl&t&dd s
notalwaysalign® Wh i | e sypster@psmarily automated and has safeguards to prevent
manual alteration, OCHCO and the program offices track hiring data marasatliscussed
above inthe Position Organizational ListingVas Unreliable andnhefficientsection

Additionally, some of the reported hiring datareincorrect, lacked a clear methodologyd
werenot replicable.

Both OCHCO and BFS
tracked hiring data,
and those data did not
always align.

reporti

OCHCO HadCompeting TimeTo-Hire Goals

OCHCOhad multiple, inconsisteniime-to-hire goals While the BFSHiring Process Job Aid

reflecedO P M6 scaléh@arday hiringgoal, OCHCOchose teset differentannualgoalsbased

on whatits staff thought was achievabl®© PM6s gui dance does all ow ag:
process timeframed o we v e r , g@aBwee Ortlear andaried by source. For example,

the FY 2020 human capital dashboard titonire goal was 98 calendar days. Alternatively,

HUDG6s FY 2021 Annuanld iPceartfeodrYt2028tnee-tbRur&gtred was

93 calendar daysAdditiondly, while the human capital dashboard provided ttorire goals

for each of the hiring process stefhg& annual performance planovidedonly atotal timeto-

hire goal

Seefigure 6 for a comparison of the goalstime BFSHiring Process Job Aidnd the FY 2020
human capital dashboard, as well asdfiee responsible for completing each step within the
maximum number of calendar days allotted for each activity. \Waleawonly minor

26 Becaus€DCHCOis responsiblefor o mp i | i ng H Ut®hire and Hiringarietrics, wendkd not assess or
review anydata that the program offices track.
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differencedn process stefitles, there weresignificantchanges in ownership and the maximum
calendar days for each stefpor examplethe BFS Hiring Process Job Aid shovtedt BFSwas
solely responsible fa23 of the 80 total calendar daysloweverthe FY 202thuman capital
dashboard shosdthatBFSwas sdely responsible for 37 of the 98 total calendar days
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BFS Hiring Process Job Aid

o-flay Hnd B&Hday h8ridg process goals
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FY 2020 OCHCO human capital dashboard

Calendar Calendar
Step Function Ownership days Step Function Ownership days
goals goal
Validate need Hiring managet’ 1 1 and Validate need and Programoffice and 5
. — 2 request personnel actio OCHCO
Request personnel action Hiring manager 1
. . _ Hiring manager and Reviewposition Programoffice and
Reviewposition description BES 1 3 description BES 2
4 Confirm job analysis Hiring manager and 5 4 Confirm job analysis Programoffice and 7
BFS BFS
5 | Post jobopportunity announcemer BFS 2 5 st (510 Glppaniiriy BFS 2
announcement
6 Receive applications Hiring rgell:r;ager and 10 6 Receive applications BFS 14
7 Minimum qualification review BFS 15 7 M|n|mur;r(1a\(/qi:3vhf|cat|on BFS 15
8 Issuecertlflcgteandnotlfy BES 1 8 Issue certlflc_:atcand BES 1
applicants notify applicants
9 Interviewandselect Hiring manager 15 9 Interview and select Programoffice 21
10 Tentative job offer BFS 3 10 Tentativejob offer BFS 3
11 Preemploymenandsecurity Hiring manager and 10 11 Preemploymenand OCHCO and 12
checks BFS security checks candidate
12 Official job offer BFS 2 12 Official job offer BFS 2
Hiring manager and Programoffice,
13 Entrance on duty BES 14 13 Entrance on duty T e e 14
BFS total calendar day| 23 BFS total calendar day 37
Hiring manager total calendar da 17 Progranoffice total calendar day 21
Shared total calendar da 40 Shared total calendar da 40
Total calendar day 80 | Total calendar days 98

2" The BFSHiring Process Job Aitefers specifically tehe hiring manager, while the human capital dashboard refehefirogram office. Because hiring
managers work in the program offices, we are firfgithat the ownership of hiring manager and program office are comparable.
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Recommendation

RecommendatioB: To improvethec onsi st ency and compl eteness o
goals,we recommend that the Chief Human Capital Offaevrelop and implememime-to-hire
goalsthataccount for each hiring process step

OCHCO Could Not Provida ReplicableMethodologyof Average TimeT o-Hire

OCHCO was unable to provide a replicable methodology on how it calcakegigdime-to-
hire. OCHCO officials informedsthat they used bbtthe POL and BFS data but did not
explain how theyisedthesources. We attempted to replicate the averagettrhee that
OCHCO reported despite the lackaaflear methodology from OCHCO. For tirehire, we
used data provided by BF&s shown infigure 7, OCHCOreported different tim¢o-hire
metrics in various documents and publications.

FIGURE 71 FY 2017-2019 variations in reported average time-to-hire

0 018 019
BFStime-to-hire reports 153 113 141
H U D &Y 2021 Annual Performance Plan 150 113 1028
Memaandumfrom Secretary Carson to all HUD
seniorexecutives, dated Feb. 11, 2020 e L1 iz
O C H C ¥ 80202021 HCOP 150 112 100
HUD OIG calculation oftime-to-hire 153 113 141

OCHCO Could Not Provida ReplicableCalculationof Job Analysis and Draft Announcement
Timeframes

In the FY 2018019 HCOP, as part of its commitment to reducing the averageditriee,
OCHCO stated that it would reduce the job analysis timeframe.eteEn®OCHCO was unable
to provide a replicable description of how it calculated the average time of the job anfdtysis
onein BFS or OCHCO was able to explain the discrepan¢yuid OIG6 salculatechumbers
and OCHCOOs.9Usimguatebpeovided froBFS,we attempted to verify the average job
analysis timefram&from FY 2017 throughFY 2019that OCHCOreported in the HCORas
shown in figures.

FIGURE 81 FY 2017-2019 HUD- and HUD OIG-calculated average length of job
analysis in days

FY HUD OIG calculations ' HUD calculations
2017 47 days 74 days
2018 31 days 23 days
2019 44 day$® 34 days

28 The FY 2021 Annual Performance Plan did include the following footnote related to the F¥ailation:

fi F [2019] timeto-hire data excludes the time lapse in appropriations and fudoagh

22We calculatedie averagéength ofjob analysiso be42 days when we excluded hiring actions directly impacted
by the35-day lapse in appropriations in FY 2019.
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A job analysisdentifies the competencies and knowledge, skills, and abilities directly related to
performance on the jadnd issupposed to bereated during step zero. While this process does
not impact the calculated average titoéhire, it does impact how long a position is vacant
becaus@FS and the hiring manager review and confirm the job analysis assessmenbés part
the timeto-hire metric A poorly written job analysis may have to be revisadhichcan

increase the amount of time it takes to fill a position

Similarly, OCHCQ s F Y-2029HC@P alscommitted to reducing the average time to draft
the announcenm as part of its efforts to reduce the average-tori@ire. OCHCOwasalso

unable to provide a replicable description of how it calculated the average tinadt the
announcementUsing data provided from BF8e attempted to verify the averadeatt
announcemeritmeframes from FY 2017 to FY 2019reported in the HCOPAs shown in figure
9,wecouldnor epl i c at e andbubdalsulatibaststeowed more improvement in
decreasing the lengtif timet han HUDG6s. cal cul ati ons

FIGURE 971 FY 2017-2019 HUD- and HUD OIG-calculated average length of time to
draft the announcement in days

FY HUD OIG calculations ' HUD calculations
2017 17days 3ldays
2018 16days 26 days
2019° 19days 27 days

OCHCO did not transparently track theerageaime to drafttheannouncement in a centralized
location so that it could monitor progredsurther, the draft announcement proagissnot
coincide with one of the 13 hiring process stefss.a result, thery way to know the average
time to drafttheannouncement would be to manually calculate it using BFS dataprbloisss
made tracking progres#fficult.

OCHCOEXxcludedthe FY 2019Lapsein AppropriationsFrom the Average Tim@&o-Hire

In FY 2019, HUD ceased operations for 35 days as part of the Federahlapgeopriations.
OCHCO informed us that, for FY 2019, OCHCO subtracted the total number of days for the
lapse from the average tirte-hire. The reasoning was that the lapsea#d all hiring, not just
those hires that were in process at the time of the lapsereBisisningexplained pad but not
allo of the major discrepancy between the -ty average timeo-hire that BFS and OIG
calculated for FY 2019 and the @2y averge timeto-hire thatOCHCO reported in the FY
2021 Annual Performance Plan for FY 20G19.

OCHCOGO6s approach to account f
contrary to OPM guidanc&hich informed all chief

human capital officers to not adjust their thioehire

because of the laps®©PMe x pl ai ned, A[ w] e

OCHCOG6s approac
for the lapse in appropriations
was contrary to OPM guidance.

30We calculatedhe averagéength of time tadrafttheannouncemertb bel7 dayswhen we excluded hiring

actions directly impacted by the-8aylapse in appropriatioria FY 2019.

31 There was also a-@ay Federal lapse in appropriations in January 2018. Given the minimal impact on the hiring
process, we did not conduct further analysis on this FY 2018 lapse in appropriations.
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acknowledge that the furlough may have a significant impact on-forhee], but we want to be
sureto report an accurate account and be able to identify where the furlough had an impact on
the hiring process. 0

While we also acknowledge that the FY 2048se had a significant impact on productivitig
calculated thabnly 25.0 percent of hiring actions for that year were directly delayéaeby

lapse Direct impact means that the hiring actions were initiated before the lapse and completed
after it ar, therefore were stagnant during the -8y lapsen appropriations When we

excluded the 2B percentn hiring actions directly impacted from thegpsefrom the FY 2019

average timeo-hire calculationye calculatedhatthe average tim&o-hire forthe remaining

hiring actions was 124 days. Therefd@&HCGd methodof removing the 35 days from the
average timeo-hire for all hiring actions in FY 2019, even hiring actions that started after the
lapseconcludedproducednisleadingresults

Recommedation

Recommendatio®: To I mprove the accuracy and consi ster
metrics we recommend that the Chief Human Capital Officearedop and document

methodologies on ho@CHCOcalculates hiring metrics to ensure that its hiring metrics and

hiring goals align across aif its data sources, including tR©OL, the human capital dashboard,

and theHCOP.

Despite nany hiring manageéexpressg dissatisfaction with the quality of candidates
OCHCOdid not measurer trackthe quality of candidates. OCHC@Isodid not track how
often positionsvererepostedecaus® CHCO officials did not believe that reposting job
announcements was a comnagturrence.

Many Hiring Manager s ExpressedDissatisfactionWith the Quality of Candidates

Inits FY 20262021 HCOP, OCHCO included actions to im
capital functions. One of those actions was to require that hiring managers complete the OPM
Manager Satisfaction Survey after selecting a candidate toMowever, OCHO only made

the survey mandatory from July 2019 to November or December 2019, less than 6 months. An
OCHCO senior officiatlid not provide an alternate measurable means of tracking quality but

indicated that OCHCO planned to improve the customer experaardt create measurable

ongoing success in FY 2021

The quality of candidatesho apply to HUD positions is an area of concefilme survey showed
that47.8 percent ohiring managesurvey responderdsor 98 hiring manage® were

dissatisfied with theguality of eligible candidates that they received from BiAfen we asked
hiring managers why they were dissatisfied with the certificates they received from BFS, 74.5
percent of respondents said it was because the applicants were not qualified, aa Sigoven
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10.32 Additionally, 42 respondentprovided optionalwritten commerdry on how there were
often unqualified candidates on the certificatddew examples include

1 Many of the applicants werénqualified at all for the advertisgubsition.

1 I 'was surprised several of the candidates even madestttigicate of eligible candidates]
list.

1 Some of the candidates who have been referred are clearly not qualified.

FIGURE 10T Hiring manager survey question i You responded that you were
dissatisfied with the quality of the certificates of eligible candidates you received
from BFS. What issue did you have with the certificate of eligible candidates?

74.5%

Applicants were  Too few Resumes were Other (please
not qualified applicants not rated specify)
appropriately

Recommendation
Recommendatiof0: To address candidate qualitye recommend that the Chief Human
Capital Officertrack the quality of candidates as measured by the hiring official

DissatisfactionWith Candidate Quality Increased the Averagelime-To-Hire

Candidate qualitympacts timeto-hire becausdf hiring managers are unable to hire quality
candidates, they will often choose to repost a job announcement rather than hire someone
seemingly unqualifiedBetween FY 2017 and FY 20183.4 percent asurvey responderdsor
109 hiring manageds indicated that theyeposeda job announcement bacse they were
unable to hire a candidate the first tint@f those hiring managerg6.4 percent citethatthe
reason for repostingasthat the candidates lacked desired qualificetio

Reposting mearthatOCHCO, BFS, and the hiring
managemustrestart the hiring processirthertying
up resources aridcreasinghe overall timeto-hire.
Reposting results in extended vacanciesammore
than double the average tirthire to fill an
individual position according ttherepostings we identified. ®identified 22 examplesf
recruit attempts that resulted in a nonselection and were therefore repostkith at least one

Reposting a job announcement
can more than double the time it
takes to fill an individual position.

32 Hiring manager swey respondents coufgklect more than one answer.
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of the recruit attempts occurred in FY 2017, 2018, or 2048 then calculated the adjusted

time-to-hire between the first recruit request and the datevhichthe selected candidates

started at HUD.Our calculatedverage timdo-hire for the 2Z2xamplesvas 299 day¥. This

durationi s mor e than doubl e HWDSEI4Fddysth& iwed aver age
calculatedand more than three timé&sP M @&day timeto-hire model.

OCHCOdid not track how often positiongerereposted due to a lack of qualified candidates.
Understanding the number of successful recruit requests is significant because of the indirect
impact unsuccessful recruit requestseéhan the average tirrte-hire. Human resources staff
spend time on each recruit request regardless of the success of the recruit.

Recommendation

Recommendatiofhl: To address the impaot candidate qualitgn timeto-hire,we recommend
that the Chief Human Capital Officelack thenumber of recruit attempts that result in a
selection, the number of recruit attempts that resultsincaessfuhire, and the number of
positions that are reposted due to unsuccessful firstit@ttempts

33 We identified reposting examples to get a sense for how, if at all, reposting a job position impacted the average
time-to-hire. Our identification of examples did not result from a statistically vahapge, and the examples cannot

be used to draw conclusions about all reposted job announcements. Our approach to identify examples was not
scientific or comprehensive.
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Recommendations

OCHCOshouldimplementprocess improvemesito reduce the length of specific hiring process
stepsdevelop and provide consistent training on the hiring prooceptement knowledge
management strategies and automatievelop methodologies for calculating hirirejated
metrics, and track hiring informatiamitical to informed decisiomaking. Therdore, we
recommend thahe Chief Human Capital Officetake the following actions.

1. Standardize Position Descriptions and Job Analyses for
Mission-Critical Occupations, High-Risk Occupations, and
Positions With High-Volume Staffing Needs

To improve the efficiency of the revigmosition descriptiomndconfirm job analysis process
stepsthe Chief Human Capital Officashoulddevelop and make accessible to HUD program
officesstandardizé positiondescriptionsand job analyses for missianitical occupations, high

risk occupations, and positions with higblume staffing needsStandardizing recruitment
documents for select positions will improve the timeliness of the hiring process by reducing the
position descriptiomndjob analysigeview and approval time because the documentd dre i e d
and trued

2. DevelopandShare Best Practices Wi th HUDZ®G
on How Hiring Managers Can Execute Hiring Process
Responsibilities To Meet Timeliness Goals

To address the timeliness of tikerview andselectstep the Chief Human Capital Officer
shoulddevelopand har e best pract i ce sonkowhiing maddyérss pr ogr
candecrease the length of thgerview andselectionstep Thisactivity should includéout not

belimited totips for how hiring managers can meet the timesds goals associated with the

interview andselectstep Increasing hiring manager knowledge of promising practices will

increase the likelihoothatthese praticeswill be implemented andn-turn, increase the

likelihood thathiring managersvill execute their responsibilities in a timely manner.

3. Determine the Cause for the Variations in the Timeliness of the
Preemployment and Security Checks Step in FY 2017, 2018, and
2019 and Develop Appropriate Process Improvements

To address themeliness of thgpreemployment ansecuritychecksstep the Chief Human

Capital Officer should determine the cause forvdugationsin thetimeliness of the
preemployment anslecuritychecks stefrom FY 2017, 2018, and 2019 and develop appropriate
process improvementddentifying and implementing process improvements to ernbkatthe
preemployment anslecuritychecks stegs timely will enable HUD to hirén a more efficient
manner.
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4. Develop and Document Comprehensive Reference Documents
on the Hiring Processes, Procedures, Roles, and
Responsibilities

To address thimconsistent ol es and responsibilities and the
and undestanding of their roleshe Chief Human Capital Officeshoulddevelop ad document
comprehensive reference documents orhttieg processs, procedures, roles, and

responsibilities Clear and complete reference documents made available to processwiNne

improve the efficiency of the hiring process by increatiieginderstanding and transparency of

the hiring procesandredudng unnecessary ba@ndforth amongBFS, OCCHO, and the

program offices.

5. Develop and Implement Regular Training for Process Owners
on the Hiring Process

To address themited and inconsistent trainingn the hiring processhe Chief Human Capital
Officer shoulddevelop training on the hiring procegsonsistently offering training on the
hiring process will improvéhe efficiency of the hiring process by increadimgunderstanding
of the hiring processln addition to training on roles and responsibilities, hiring managers
expressed an interest in the following training topics:

How to hire someone using a spedtiaing authority.

A general overview of the hiring process.

An overview of hiring incentives and when to offer them.
An overvi ew -to-liiremddtibsd s t i me

= =4 -8 -4

6. Create and Implement a Knowledge Management Strategy,
Such as Developing Standard Operating Procedures, Reference
Sheets, and Program Office Fact Sheets

To addres&nowledge losswhich leads tthef r equent need to expl ain ol
program missionghe Chief Human Capital Officeshouldcreateand implemena knowledge

management strategsuch as developirgfandard operating proceduresference shég and

program officefact sheets These resourcegill improve the efficiency of the hiring process by

increasing understanding and reducing unnecessaryabadrth.

7. Conduct a Feasibility Study for an Automated POL

Toincrease the accuradynpofovieUDdhe rifrfiincg edatya od
processthe Chief Human Capital Officeshouldconduct a feasibility study for an automated

POL. While anautomated POL would come with a cost, OCHCO can improve the efficiency of

the hiring procesby prioritizing automation as well as allow its staff to focus on strategy and

other priorities. Additionally, an automated POL would likely decrease stafé tmaeded to

complete it, thupartially offsetting any costs associated with the automation.
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8. Develop and Implement Time-to-Hire Goals That Account for
Each Hiring Process Step

To i mprove the consistency and cdhe@GhefHaumhaeanes s

Capital Officershoulddevelop and implememime-to-hire goalsthat account for each hiring
process stepTheBFSHiring Process Job Aidndthe human capital dashboamdnual targets

do not agreeandthe annual performance plan targets proadly for a total timeto-hire, not
detailed timeto-hire goals for each process step. A titadiire model that includes goals for
each hiring process step should be used as the standard and will allow OC#&I€rtone
where improvements are needed and to hold process owners and themselves acc@odksble.
should be communicated to H@program offices.

9. Develop and Document Methodologies on How OCHCO
Calculates Hiring Metrics To Ensure That Its Hiring Metrics and
Hiring Goals Align Across All of Its Data Sources, Including the
POL, the Human Capital Dashboard, and the HCOP

To i mprove the accuracy and contheaChiefelumary of
Capital Officershoulddevelop and documentethodologies on hote calculateeach of the

hiring metricsit wants to track.These methodologiesill ensure tha® C H C (hisirsg metrics

and hiring goals araccurate andlign across albf its data sources, including tR©L, the

human capital dashbod, and thédCOP, which, in turn, will improve the accuracy and

reliability of all hiring data and metrics and increase knowledge among all process owners.

10. Track the Quality of Candidates as Measured by the Hiring
Officials

To address candidate qualithe Chief Human Capital Officereeds tdrack the quality of
candidates as measured by the hiring officielDCHCOcanincrease the quality afandidates
it mayresult in overall improvemeitecauseandidateguality impats the average tire-hire.

11. Track the Number of Recruit Requests That Result in a
Selection, the Number of Recruit Attempts That Result in a
Successful Hire, and the Number of Positions That Are
Reposted Due to Unsuccessful First Recruit Attempts

To address the impaof candidate qualitpn timeto-hire,the Chief Human Capital Officer
shouldtrack the number of recruit requests that result in a selection, the number of recruit
attempts that result insauccessful hire, and the numbelpokitions that are reposted due to
unsuccessful first recruit attempt§his informationwill helpOCHCOunderstand whether

HUD hiring managers are receiving a list of qualified candidates from which to select. It will
also allow OCHCQo identify the mpactreposting unsuccessful job announcementhas
time-to-hire and better understand how frequently reposting occtiiese metrics would
indicatewhethera hiring manager chose not to hire due to the quality of candidates because it
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would distinguish between instances when a hiring manager did and did not select a candidate.
These dditional hiring metrics can inforruture decisionmaking across HUD.
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Other Observations

We evaluated several areas related to HUDOGs h
have included the results here for informational purposes only.infbisationincludes

analysis we conducted to determialeethercertan variables had an impact on the calculated
averagetimgo-hi re and i nformation regarding OCHCO®OGs

We analyzedlifferent variablesn HUDO kiring process to determirvehat impact, if anythe
variableshad on the calculated average titoehire. Those variables were

1 theareas of consideratiarsed for the hiring action;
1 the grade, series, and duty location of the hiring acioa;
1 the pragram office doing the hiring.

Area of Consideration Did Impact Average TimeTo-Hire

We calculated that the percentage of HUD hires using merit prorffaiwsh public areas of
consideratioft dropped from 95.2 and 95.8 percent in FY 2017 and 2018, respectively, to 80.3
percentin FY 2019. In FY 2019, there was an increase in the use of other areas of consideration.
Merit promotion and public were the most common types of areas of considddatD used to

hire people in FY 2017, 2018, and 2019. Merit promotion had a faster average-tiimes (by

at least 30 days), compared to public advertisements.

The number of instanc@s which other areas of consideratisuchad/ et er ans 6t Recr ui t
Appointment or Schedule A, were usgdstoo small to identify whether they allowed for

timelier hiring. When we i nterviewed OPM, an official S a
who use all of thavailable hiring flexibilitiesafforded to them haviead success ireducing

[time-to-hire].0

Grade, Series, and Location Did Not Impact Average Timd o-Hire

Usingtime-to-hire datareceived from BFS foFY 2017, 2018, and 2019, foundthat grade,
series, and location tHao clear impact othe averagéime-to-hire.

34 Merit promotion allows a current or former Federal employee to apply for a job witheing to compete with

the general public or people with veterans6 preference
that are open to the public.

35 Area of consideratiodescribes the individuals from whom the agency will accegpliGations to compete for the

position. It may be a broad or a limited group of individu#leea of consideratomay al so bewhoef err ed
mayappl yo within the vacancy announcement.
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Program Office Did Not Impact Average TimeTo-Hire

Usingtime-to-hire datareceived from BFS foFY 2017, 2018, and 2019, éfound that program

office had naclear impact on the average titeehire. In addition, we found that the offices

with both the fastest and the slowest average-toytere across all years made fewer hires than

other offices, indicating that the quantdtyf hi res may not i mpact an of
timely manner.

As previously mentioned in this repp@CHCOidentified five actions to reduce the average

timeto-hi r e. One of those actions was to Astreng
workforced b y deifitify[ing] strategic touchpoints to increase communication in the recruitment
process 0 T bf éhe giratemit touchpoints is to increase communication throughout the
recruitment process and i mprove both program
one another.

According to feedback received in the hiring manager survey, some hirirageraespondents

reported veryew or unsatisfactory interactions with OCHCO. Whank ed, A How sati sf
di ssatisfied are you wiQCHCOJ0 u 2ficehttoer acti ons w
respondents or 61 hiring managedsreportedii | h av e mtractidnawith GCHGO i

An additional 24.9 percent of respondents in response to the same question, reported that they

were dissatisfied with their interactions with OCHCO during the hiring process. Some hiring
managers eveimdicatedthatthey were noallowed to contact OCHCOHIiring manager

comments include the following

Not really sure who [OCHCO is].

1

T éthere is little to [no] communication fro

T OCHCOb6s management or staff does not atten
program office and hiring managers.

7 1 have not had direct interactions with OC

Given that BFS is primarily responsible for many of the interactions with hiring managers,
OCHCOO6s interactions with hiring managers did
thismatteronl y t o ensure OCHCOG6s awareness.
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Agency Comments and OIG Response

We requestednd receivegommentdrom OCHCOin response to our draft repovthich
indicatedits agreement with all 11 recommendatiéhd he status of each recommendation is
Aunreosplede @

OCHCOOG s c adescribedietglstorrective actions takdsy OCHCO inthe lastl5 months

that it believes addressed issues raised in the regsontell as four additional items four

situational awarenes©©CHCO providedl9 documents to support its corrective actions taken to

date. Past and future corrective actions include hiring for various OCHCO leadership positions

i mpl ementing regular informational acreatingt r ai ni
and updating hiring process documentation and procedurégprocuring and improving various
systems and tools used throughout the hiring process.

We greatly appreciate the efforts takerdateby OCHCO t o i mprove HUDOG6s |
We will continue to review the documentation submitted by OCHCO to support the corrective

actions taken to datnd will contact OCHCQ@vithin 90 daygo begin discussing its proposed
management decision¥Ve will work with OCHCO to better understand its correg@ctions,

request additional documentation, establish estimated completia atadedetermine whether

actions taken to date meet the intent of our recommendations.

Recommendations 13

Forrecommendatiol-3, we agree to the corrective action plaandare prepared tdesignate
recommendations-2 fir e-s p & n @ du p o m estimateecomplétionaddte far each
recommendatioff. To close recommendation\e request thadCHCO provide documentation
showing thatlie assessment template packages process has been codified and shared with
HUDG6s program offices via trhef gared reasde iof OGHCC
response OCHCO should also provide examples of an assessment template package and
documentatiorshowing that there are packages for missiotical occupations, highisk
occupations, and positions with highlume staffing needs. To close recommendatione2,
request thaOCHCO provide examples of slides used to brief HUD program offices frontdMay
July 2021 examples ofeferencedeports provided to HUD program offices that flag process
steps above target timeframasddocumentation showing the release of the hiring
memorandumdescribing the 15 calenddays hiring managers have to make ksgon To

close recommendation &g request thaDCHCO provide examples @6 Personnel Security

%Because OCHCOb0s comments sgateéedwefiwentaoted @CHEBOt he

agreement with our recommendati ons. OCHCO clarified t
recommendations. 0

SAUnr e sopplemedd means that we are not in agreement or have
action plan.

%3 Res oolpveendd means that we agree with HUDG6s corrective a
support the recommendati onds closure.
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Divisionds notifications to the program offic
provide documentation showing that receipelafctronic documents is enabled in PERSIST

Recommendations 411

Recommendations8 1 wi | | remaipre niwnr a\vho ll vee d ChetiC@s d e mo n
done work to address these recommendationg|avetohavefollow up questions on the
ongoing ad futurecorrective actiorplans

®OCHCOO6s Personnel Security Division dute®asorel Secartye manag
Integrate Tracking System.
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OCHCO Comments to the Draft Report
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CHIEF HUMAN CAPITAL OFFICER

Brian T. Pattison

Assistant Inspector General for Evaluation
HUD Office of Inspector General

451 7™ Street, SW

Washington, DC 20024

Dear Mr. Pattison:

The Office of the Chief Human Capital Officer (OCHCO) appreciates the opportunity to
review and comment on the HUD Office of Inspector General (HUD OIG) draft report entitled,
“Opportunities Exist To Improve HUD’s Hiring Process ” (2020-OE-0002). In the draft report,
HUD OIG makes 11 recommendations to OCHCO intended to improve the hiring process.

OCHCO is actively focused on improving hiring within the Department. Fiscal Year 2020
was the first year HUD hired just over 1,000 external employees within a fiscal year in nearly a
decade. Although HUD did not reduce the time to hire, HUD exceeded the 1,500 personnel hiring
goal for FY20 ending with 1,630 Entrance on Duties (EOD) from internal and external sources.
Building upon this progress, HUD expects to achieve further hiring gains through streamlined hiring
processes that we hope realize in FY22. We concur with the findings and have developed and
started implementing action plans to prevent similar such future findings. Attached is information
regarding those plans.

Once again, thank you for the opportunity to comment on the draft report. If you have any
questions, please contact our Audit Liaison Rassii Elliott in HUD’s Office of Accountability, at
202-402-5231.

Sincerely,

fﬁma% Wo (. Clark
or
Lori Michalski
Acting Chief Human Capital Officer

Attachments

www.hud.gov espanolhud.gov
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